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CONTRIBUTIONS 10 POWER POSITIONS PRCJECT
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This meetling was held for the purpose of discussing geographic
elements of national power and to seleet those which were significant
in helping to assess relative 'Free World" vs. Sino-Soviet Bloe
pover posltions.

A l1ist of eleven clementis considered to be basic and geographic
ves presented ss & discussion target. Many of the items were "stardiarg’
but after prolonged discussion it was decided that elements such as
climate, netural rescurces aund thelr development, population,
transportation and coammunication, stages of cultursl, economic,
and techunologleal development were geogypphic only in so far as any
space-location aspects of them were conccrned. These elements in
so far as thelr power relaticuships weve concerned could be best
handled by specialists in those fields, even though the jeographer
does recognize their significence and inter-relationship:.. A few
of the elements on the ligt were determined to be truly geographic
and as such could legltimately bte handled by the GRA. Nca-nueclear
attack is not foreseen wt this time on either the "Free World"
or the Sino-Soviet Bloc.

The elements that remeined oz being appropriate for our
evaluation were arranged in two uyoups:

1. Loecation, size, shzpe and boundaries

Under this captlon the effects of location, size and shape,
which all have space-location feotures, as well as the geographic
nature, and implicetion, of the natursl boundaries will be discusszed.
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SUBJECT: CRR Review of the Inspector General's Survey of the CIA
Carear Service

it is not very clear just what the newly proposed Career Development
Board would do in deteil, the survey does suggest that it would Lrwolva
iteelf in recrultment, selection, training, sassssment, aseignmen’ . snd
advancement of personnel to carry on the work of the Agency. It is

also suggested that - - in addizion te policy formulation, guiderce ard
direction to career hesds, and an unspecified relationship with the
Office of Persconnel and the Office of Training -~ it would have authorii
from the DCI for the direct implementation of & career developmen®
programn. If these functioms and powers were granted tc such a bonrd,

it could cubt across and otherwise interfere in the line cosmand por-
formance of these responsibilities as they relate to the mccomplishment
of crganizational missions. Line officials would be guite reluctant to
relinguish the responsibilities for selection of professional pecple
needed to support thelr organizetion's intelligence mission. In additio:.
the responsibility they have for getting the intelligence Job donc leads
them to the careser development of capable individuals in their componrents
in terms of identifiable needs. The one thing that the line cosmand of
specirnliged functional units does not take inho full ecensideration: is the
over-all need of the Agency for qualified generalists, who have broad
experience galired from a varlety of essigrmernts. There is & tendensy to
lock upon & fulfillment of this latter need as a loss of manpower 4o then.
It has generally been estsblished “hat there are several mmjor reeds for a

career development progran. The one would be to develep people to perfors:

.o .

Approved For Release 2001/08/10 : CIA-RDP63-00314R000100010087-7




g E T

Approved For Release 2001/08/10 : 'Cli&-ﬁbﬁ63-00314R000100010087-7

SUBJECT: ORR Review of the Inspector General's Survey of the CIA
- Career Service

the specialiged intelligence productiop funetions in the Agency. while
the other would be ic train highly intelligent and cepeble people to
11l key positions of & generalist type. This office eals tha® a
Career Development Zoard cannot aczomplish the Pivst type of caresr
development as well a3 the line commnnd, and should only engage 1 the
second type through the development of policy to be followed by alreasdy

existing line orgenizational units.

L. Before any real juigment can te mmde of the recommendaticns in
the survey weport, clarification needs to be made of the intelligence
officer and key Agency position catepories. If these unique types of
work could be defined by identifying specific jobs in the Agency, ami
not in the loose terms umed (such as "collectors", "eveluators”.
"analysts”, and "interpreters of information"), it would help to
understand Just what is meent by the need for personnel to £1ill Arency

kay positions.

5. Their proposal to recrult, train, and assign intelligenc:
personnel for the purpose of getting axperisence to £ill Agency kev
positions Qoes not take into consideration the fact thet personnel
recruited and trained to perform assigned Agency intelligence functions
are equally quelified to develop into key Agency personnsl. It makes
little sense to exemp’ professionally competent economists, geographers.
scientists, and historians from such positions in faver of & body of

-3 -
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SUBJECT: ORR Review of the Inspector General's Burvey of the CIA
Career Service

pacple who have been brought in without regard to a specific intelli-
gence function and then trained, &ssigned, and moved along to key
positions. Many of the professionally ccmpetent intellipence specialiste
are far more involved in the main stream of national intelligence then

any of the so-called "intelligsnce officer” cadre.

6. The conclusions reactad &s to who is and who is not en
"intelligence officer” is certainly contrary to the expariences of
so-called "specislists” -- including economists, historians, poliiical
scientists, geographers, and scientists -- whe have been im intelligence
work for many years. That the authors of the report regard the spyecislistc
in imtelligence as non~carserists reflects a profound ignorance of the
professional cadres of the Agency, who they are, what they do, and --
perhaps most importantly -- how they are regarded in relation to the
over-all intelligence process. To name this group of speclalists aa
non-careeriste who should nct be mingled with true cereerists would be
to deprive them of career development possibilities outside thelr own
field of specialirzation, for vhich many of them are qualified. It would
be extremely short-sighted in our view to restrict the selection of
people for key poaltions in the Agency to the so-called "Intelligence
Officer" group. We feel that it would be justifisble o predlct the
hasty departure of the mejority of cur professional ranks if this kimd

of personnel policy were adopted. The economic and gecgraphic analyste

- b -
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SUBJECT: ORR Review of the Inspechor General's Suzvey of the CIA
Career Service

in ORR, with few exceptions, think of themselves first as Intellipence
Officers and only secondly as economists, historians, political
sclentists, geographers or whatever may have been their field of
graﬂta.m training. They are entirely Jjustified in this view. The
Office has repeatedly recognized that no academic course of tralning

in any discipline is desigmed Lo preparz one completely for the intelll-
gence profession. The substantial allocation of our menpower to
additional forme)l training in ares study, language, industry femilisxisa-
tion, and many highly specialized zourses, plus substantial on-%tha- job
training, attests to our afforts to equip our personnel in ordar that
they can perform as well-qualified intelligence officers. We caniot
believe that it would be desirable from the Agency's point of wview to
begueath the destinies of the Agency ultisately into the hands of those
relative few who, by some accident of fate, or possibl: through sheer
persiastence and determinstion, kmow only what they have lsarned while i

the employ of the Agency.

7. On page 19 of the revort. a mmber of factors which yeople
consider in determining & carzer are cited and the genersal conclusion
is given that many of the conditicns in CIA mitigate agelnst stiracting
the kind of people we need. ‘e feel that it should be recognised “ha™
s asrear’ m&mnt progran will never be able to change some of these

factors. In paragrsph b of the same page, the statement is made that

- 5 -
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SUBJECT: ORR Review of the Inspector General's Survey of the CIA
Caresr Service

the Agency has little to offer professional employees Lut valued serviece
to our country. Also, problems of security, psychological factors, and
hardship are cited asdfficulties in providing the Agency the rignt
kind of people. The introduction of thece inequities between persomel
in intelligence work and other civil servants, does not approprialely
seem to be of concern to the problem of career developmeat, but applies
more to the problem of correcting these inequities by lav so that the
Jobs will be attractive enough to solve the problems of recruiting

capable people.

8. Ve also object to the concept that the growth pattern of an
employee in career development is necessarily characterized by
mobility and movement. Mobility by and of itself is aot a legitimate
cbjective or technique unless related to a fundamental aim. If the
aim 1s eareer development and mobility of movement sesms to enhance
the sccomplishment of the main objective, it would then seem tc te a
legitimate activity. This would appear to apply almost exclusively to

the career davelopment of key Agency paraonnel.

9. Another serious conflict in ceneeptual thinking relates to
the suggested five-year period of Junior professional cmployee training
and experience which, according to the survey, would permit the individual
t0 try several career fields, thereby helping him to settle on his
specialty. We feel that the proceas 1s not this simple. The junior

-
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SUBJECT: ORR Review of the Inspector General's Survey of the CIA
Carear Service

professional smployee entering the Agency must be gualified through
professional training in e special field and has already committed
himgelf to e profession through the considerable investment in time and
money on his education. We slso feel that the highly trained professionsl
specialist, who is needed in the intelligence business, would not submit
to & long delay in getting to work in his already-chosen prefessicnal
field.

10. The survey casts the process of carcer development into three
stages:
a. The elementary, =xperimental, or learning stege;
b. The selection of & specialty and the practice of it
over a period of years; end
e¢. For thoss who heve what it takes, emergence into the
third or advanced stage, with asaignments of broad executive
responsiblility.
We submit that the economists, geogrephers, sclentists, ete., who have
worked with the Agency for o period of time are at least as much o pars
of the process of intelligence as any "collector, evaluator, or analyst”
who has grown up entirely inaide the Agency "developmental prograii’.
Relating their situation to these three stages, it becomes clear that
these professionals for the most part should be considered as being in the
second stage, having previously gelected and received training in their

fields of special interest. They have, to be sure, skipped the eiemente:r:
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BUBJECT: ORR Review of the Inspector General's Burvey of the CIA
Career Serviee

yeriod of shopping around the Agency, a few months here and a few

months there; however, the loss of this dubious lwoury seems hardly
vital or permanently crippling, given the associations that intelligence
producers qui#kly develop with other Agency components in the coursa of
their professional duties. A practieal career developnment prograr or
talent selection system' aimed at developing and picking men from stage
two for top leadership responsibilitics surely cannot be limited to
consideration only of Clandestine Services personnel (as sesms t- »e
implied) or, for that matter, of pacple whose employment expertenc:

-= either in DD/P, DD/I, or DD/S -- has been limited to CIA. A wise and
effective career program will concern itself with the selection ani
development of those with outstanding career potential from among
officers in stage two, no matter what their present field oﬁ‘v specinlized

assignment.

1l. The problem of career development iz the major concern of the
report; however, it is complicated by the introduction of the concept
of career staffs and the placement of people in them. ¥We feel thati a
cencentration on career development without regard to the organigation
and functioning of Career Service staffs would essentially deal with the
main concern of the Agency.

12. Without further development and criticism of the many conceptual

irregularities in the survey report, we would like to move on to

-« 8 -
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SUBJECT: ORR Reviev of the Inspector Ceneral's Survey of the CIA
Career Service

recomendations which have been generated by our review. In the first
place, we recognize the nsed for formulstion of specific policy on
career development., This, we feeal, could be accomplished by a Carear
Development Beard appeinted by the DCI and with reprasentative members
from the Office of Personnel, Office of Training, the DD/I, the DD/F and
the DD/S. The Board's action would be limited to policy formulstior and
the implementation made the responsibility of existing orgaaizational
wnits in the Agency. The Director of Personnel should be the Chalrm.uc
of the Board.

13. The Office of Personnel should be named the central sction uait
with assigned responsibility for coordinating lmplementation of caraeer
devalopment policies handed down by the Board. In that Office, a Carser
Developmant Division should be established to provide the suppori required.
The key positions (probably the super-grade positions) in the Agency
which require that‘the incumbents, in additien to outstanding irpnate
ability, have knowledge and expericnce in meny fecets of Ageney operations
should be identified. The treining program should then be organized to
prapare selected pecple to fill these positions. Each operstional wnii in
the Wy should be required to censidey their employees pericdically and
to identify and recommend to the Cerear Development Division, Offiee of
Personnel, those vho have been outsianding in theiyr performance, but more
importantly have potential for filling key positions at some future period

09-
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SUBJECT: ORR Review of the Imspector General's Survey of the CIA
Career Service

in his career with ths Agency. The Caresr Development Division should
select out of the recommanded group thoss employees for specimligec
career development who meet critical standards related to key position
performance. Personnel selected for this training should then be managed
and directed for a prescribed period of time through an cducational and
Job experience program. After campletion of this period of developaentel
training, these personnsl shoulc be assigned to jobs leeding toward
sventual assignment in gy positions. Caresrs ghould be continuously
monitored and periodic ussessments made of thelr performance. If
individuels at any time do not messure up to standards, they should be
dropped from the program. This individual career development progren
should involve po more than 200 to 300 persomnel at any one time.

i4. ALY other personnel in the Agency who are not selscted for
the above should be involved in & progrem of individusl cerser develop-
went leading toward maximm growth of their capabilities in one or
several of the many jJobs to Le done in erganizational units throughout

the Agency.

15. The Career Development Division in the Office of Persomnnel
would have the further respomsibility of developing with the Office of
Training both general courses and specifically tailored treining to mset

rogran objectives.
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16. This progras for meeting Agency nseds throughk career develep-
menut does not provide for the creaticn of a career staff, but addreases
itself to the developrent of an executive reserve. It smphasizes «
loglical way of providing for the development of excaptional talent <o
f1l1l key positions, as well as providing for the development of highly
competent personnel to £111 all other positions in organizational unite.

17. It should be pointed out that the all-too-comca practics o
f1lling senior jobs by Supervisors aetirg on the basis of personnl
knowledge concerning avallable candldutes will reduce the effectiveness
of any objectively crganized ccreer development progras.

OITC E. GUTHE
Assistant Director
Research and Reporic
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